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Reflections on the Agency Productivity Icsues, FY 1964

The President has recently called for an incremse in produ ectivity in
Government agencies. Directives have been issued to thic end, €.8., POR
Cireular A-hh, This abjéctive requires continued attention to work efficiency
| end the manogemént of resources by all egeneies of Covernment. What does thig
| neon to CIA? -

The firet step to meeting the President's call was the egreément by the
Director to take a cut in budgeted funds for personnsl of about 1% in FY 196k.
Or put otherwise, the Agency has agreed that thru incresses in yroductivity,
it vill be possible to get along with less than originally requested. This
decision represents en egressive confrontation by the Agency of the challenge
of productivity in the face of inereasing workloads.

. Also the Agency has accepted a total budget figure 7% lower thun requestéd
while at the same time adding programs of congiderable megnitude for reséarch
end development, commnicetions and expansion of propagands facilities. 1In
order to do this the Agency has withdrawn most of its fund request for
replenishing the Reserve for Contingencies. That ReServe is now being maintained
at & minimum working level. Or put otherwise, we have used it for capitol invest.
ment in FY 196k for our regular programs. The Agency cushion - its contingency
resérve 1%@. « does not encourage any failures in maximm uge of existing
ragources.” This situation 4é not es ominous as it may sound. The Agency budget
continiies to have considerable flexibility.

(a) There {s head-room bduilt in for the promotion of our personnel.
However, with the 1% productivity cut, 2t becomes increasingly mandatory
that we guard against indiscriminate upgradings or promotions. .A man-
power program for the Agency chould help ¢0 keep us in balance of these
nmatters and the pecent increase in Govermment galaries and the one-toming
incrense in Januayy196W.%0r grafen through G8-15 should help in the
Agency's selection and retention of péople.

(b) Flexibility exists in approved levels of projects. Historical
analysis on & project-by-project basis reflect considerable underspending
in many projects sgainst which funds in the budget were justified. These

a surpluses, year after year, have permitted reprogramming end ebsorbtion
i ©f now grojects. '

{¢) There are fdentiffed funds|approximsting not 501
| epecifically esrmarked, |
' There are also RXD funds approximating |wh1charenot

| efined for specific projects at this time. These are the smaller
"hidden" pots of gold in each compon?nta figures. ‘

CROUF 1
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{4) Flexibility slso exists to the extent we are able to
identify and curtail Agency functions which are questifonshle in the
yriority of things. It is in this mrea that the Comptroller and
mimmmmmmammlo&moheﬁmeto
the ICI directive to cut out lesser priority astivity. .In doing so
it 12 aleo reasonable to project a percentage increase in productivity.
Add ons are not the only wayl ) .
?

¥hat of the matter of pmamtiﬂ.ty stimdus? What of the question of
seasurement qualftively end quantatively of our effortst? What criteris can
be developed by the Agency management to allocate and reallocate on a
continuing tasis and to insure proper balance in organizational workload
between and among Deputy Directorates on a priority dastet Or put otherwise,
how 4o we distinguich in priority between radios; espionage, external research,
RD, production of current intelligence, &té., et¢. HOW can we insure flexi-
bility in use of personnel, spece ond mutericl? How ghould the mechuniems for
thege value julgements be directed to workt What direct futhority and responsi-
bﬂitydaesﬂxeﬂgmcycmmtmlhrmmleadmtheeﬂorﬁ

The propes assessoent of Agency ectivities end the choice of priority is not
easy. It involves many intangibles: It involves an Agency orieatation - an
attitude vhich will overcome the present tendsncy of parochislism. It Savoives
regularized and continuous review of yrograms hy the tops It involves insistence
by the DCI on perfomnce and Frofuctivity by supervisors, and most important it

involves hard-nose rey décisions including the shefding of rarginal
ectivity, relocation or separation of persomnel.

“These invblvements return us again to.ask -« What mechinery for mwmaurement
is avallable? Thammmtsmﬂyhmmdsebmdpmgmmgmeaseﬁ
and a gtrong central direction of these processes.

The mechanisms are the Executive c::m:lttee, the Pinmneinl Policy and Budget
Comuittee, the Comptroller, the annual udget yeview Ly the Deputies and their
staffe, These Torums provide the judgement bodies.

Themublm fanaﬂngthemmmsmmm In the context of this paper
and at the riek of repeating nyself they include fdentification and use of
flexibility in our Yesources -« manpower end funds <~ against Agency needs, and
ereation of new end tmproved flexibility within extsting regources by abolishment
of marginal effort.

Themticeotthemtsuggeststmtmmutometthemumcned
ebove need considerable sherpening. For exsmple, historically, we have accepted
© reduction in personnel and/or funds by distributing the cut on a percentage basis.
Hehweusadthismthoduhﬁchmmﬁthatammhetmmdmg

Frograns of each Deputy Directorate existed. Wiy have we not been adie to
‘undertoke these reductions on a priority selection basis? First, decause there

&?QEFI
N e
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assumption of balance". 8o we accepted it. Second, the Agency organization

by Deputy Directorates encouraged a parochiclism which,vhile it may be operationally
realistic, does not seem to be conducive to Agency value juigements of relstive
priorities. Third, in instences where attempte have been made by the top to bresk
mmmmmmwmymmmfm This Lack of success is uged
to demomstrate the hopclesgness of the technique of committes managemsnt., Fourth,
there have been external pressures vhich have disullowed certain changes in
progren vwhich muy have been desirable from an Agency point of view. These
external pressures will alviys bes with us.

Perhnps coms lescon which will help shaypen our tools and modify our
attitudes can de learted fyom the recent hold-the-line policy implementation in
the FY 1964 hudget. This hold-the-line decision resulted in almost every
compofiant of the Agency Widgsting it programe &t the came level as in FY 1963.
Btibseqpent ana'l.ysln by the mﬂget Dd.vis:lon of these mgrms Mczbed. wconsmerable

mmmmnpmaueaﬂtmmmmmmmummmam
the Deputy Directorates., Unfortuately this failuré in ¢areful and wige attention
to the DCI directive was alsd ayporsnt to 00D exominera. This fact tended to
underming the DCI's room to maneuver in negotiating a dudget level for hew
mmmmm:%mmthhemm'ncnnﬂM&m ;
hin dhudgeted line items. }

mwammmthisnttlemthmgmmmmmmms Qne
opens themselven to the charge of deing "ecadenic”. But we mist recognife the
challenga to use of the President's directive. We met teke positive steps to
meet 4t head on. In other words we must do better. Jusofar as & systex can
‘help, the present proposals for progran review hold much promiseé. They should
get Tl support et the top. if these review procedures are coupled with
concentyatéd ettention over the neéxt two years 0 & progrem and performance
snslysis by €ach Deputy Difector, by the Comptroller and by the Plospctial POlisy
and Buidget Committee teking on the Agency view, real progréss can und showld be
made.

) Whileapplea, espionnge, 1mmmmmmuwmmcamnm‘
thmmmprwena@pmmmwfmceanﬂmmam. They :
involve the folloving steps: . L

{a) Identify and comprehend the end for which the progrem or project is
Justifiecd, i1.é. philosophical basis end objective to be gttained. Record
this.

{b) Review existing programs or-gprojects to this end and the techniques
t0 be uged to pecomplish the ohjectives.

{c) Evaluste need for the program or project ageinst use of Yesources in
other ways.and against its contritution to the Agency mission.

F”f‘- F’,a
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(4) Review sctivitien of the programs or projects in relatfon to
objectives and recommend and/or make nocessery aijustments as necessary
in order to increase efficiency and productivity.

(e) Evaluate orgenizetional groupings in relation to yrogran objectives,

(£) Evaluste steffing requirencts.

() Evaluate alequacy or inedequacy of fecilities, treining, Support %,
ete., for the progrmm.

{h) Evaluate financc, both revenue and requirements of the project.

~ Btep (a) constitutes the ends, the remainder the mesns successivaly and
in sequential order. |

In thic context the genaral comlusznmur the Agenty tagk force on

Ags 1. More time and effort to selecting activitics to de undertalen by the
Agency.

2., Evalunte progroms and sctivities more vigorously - &ctermine which
projects to ebandon or redute, and which to expand.

3.

4. CIA chould resist teking over nev functions which can properly be
performed by other agencies unlers we have & renl obligation to do no, end
unleds appropriate provisions ave mede for shioring the burden in a budgeting
end DmanpOwEr Senses

5. Same objective authority on behalf of the DCI should "guestion”™
componients utilization of their resources.
6. A significant musber of activities could be reduced in scope or

elininated without damnge €0 the national interest. The Ageney ghould con-
gentrate on those clearly it ant activities thst 1t 46 wniquely qualified

to conduct.

- JOHN M. CLARKE
Chief, Budget Division

ERET
< J.G Pikel,

50X1
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SUBJECT: Follow-On Action to Manpower Review Task Force Report

1. The Manpower Task Force Report, for practical follow-on ..

. . . { . .
observations and conclusions which may be of some .assistance in
appraising the manpower situation in the Agency. ~ ‘Secondly, there are
some observationa or conclusions which suggest rather specific lines of

further inquiry, Thirdly, the report contains a few specific recommens=
dations. '

2. The Financial Policy and Budget Committee will doubtless
wish to: : ‘

a. review the validity of the general comments;

b. assign responsibility for -furiher'.evaluation of
specific situations which are indicated by the report as
deserving further consideration; and . )

c. endorse, oppose, or- -comment upcon the specific
recommendations, . ) P
3. The more important statements included in the category of
general comments or conclusions appear to me to be as follows:

a. The report concludes that the strength of the Agency
is about right given the number of activities in which it is
engaged. The report comes down very heavily on the need
for greater selectivity in the conduct and initiation of activities.
It suggests specifically "that a number of activities could be
reduced in scope or eliminated without damage to the national
interest” {p. 23). It does not, however, attempt to identify
these activities or areas and the terms of reference of the
Committee expressly relieve them from this responsibility.
Nevertheless, the basic conclusion of the report appears to
be that only by undertaking greater selectivity in the acceptance
of requirements can we reasonably hope to maintain the Agency
at its present personnel strength. Activities would have to be
eliminated before we could hope to ‘accomplish a reduction. .

b. The Task Force was unable to develop comparable
standards and norms as between different components for
the purpose of determining the appropriate allocation of
manpower. It does reach the reassuring conclusion that

. Declassified in Part - Sanitized Copy Approved for Release 2013/04/30 : CIA-RDP80R01580R001603280014-9
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those components which do perform functions analogous to
functions performed in outside Agencies compare favorably
in terms of manpower utilization with these outside Agencies,
This appears to be their conclusion with respect to the Office
of Communications, Office of Logistics, Office of Personnel,
Cable Secretariat, and Records Integration Unit. Despite
their difficulty in arriving at any very satisfacto'ry statement
of comparable standards as between different components in
the Agency, the report does, in fact, suggest certain areas
where experience in one component can be helpful in judging
the legitimacy and efficiency of strengths and practices in
another. The strength and functioning of support units in
various elements of the Clandestine Services is an example
of this. Although the report does not say so experience with
reports,| |and perhaps other SOX1
operational activities in one Area Division of the Clandestine
Services should provide useful guidance in determining the
strength and degree of effort appropriate for this activity in
another Area Division,

@ c¢. - The report detects no opportunities for a significant
reduction in over-all strength through more efficient utilization
of personnel and no substantial duplication of functions., It.
also concludes that it is difficult to determine whether people
are uniformly efficiently employed in the sense that the people
required to perform a function are held to a minimum and
whether people generally put in a full day's work. The report
Suggests that the situation could perhaps be improved but
concludes that improvement is a matter of day to day manage-
ment and supervision. From the substance of the report and
also from conversations I have had with members of the Task
Force, I gather that they feel that the over-all competence of
supervision in the Agency could he substantially improved and
that the problem should be approached at the Branch Chief
level. In other words, through a process of education,
encouragement, admonition and discipline, Branch Chiefs
should be encouraged and educated to provide better supervision
and management of the personnel and pregrams for which they
are responsible,

d. Almost all components have established a substantial
increase in workload since 1957, Against this increases in
personnel strengths have been slight S0X1

S-E-C-R-E-T
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either of existing practices and ways of doing things or of the substantive
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and the strength of various components

has remained the same or, in fact, gone down\

€. The report concludes that economy could be effected
by the creation of greater administrative autonomy in the
Clandestine Services, by a decision "-- to make the Clandestine
Services as self-sufficient as possible." (Report ~ Page 19).
Although a good case can be made for this proposition, organi-
zational developments have in fact gone the other way, As far
as administrative support is concerned, it would seem that
economies can best be effected by consolidating more support
in the support components rather than vice versa.

f. The necessity to provide for adeguate training, rotatidn
and for the staffing of Task Forces being the current,
for example) is a factor in considering the minimum legitimate
size of DD/P. '

950X1
950X1

50X1

4. Conclusions which suggest the desirability of further investigation

value of going activities appear to me as follows:

S-E~-C-R-E-T

S50X1

t Declassified in Part - Sanitized Copy Approved for Release 2013/04/30 : CIA-RDP80R01580R001603280014-9




50X1

Declassified in Part - Sanitized Copy Approved for Release 2013/04/30 : CIA-RDP80R01580R001603280014-9

0\0

<

Next 22 Page(s) In Document Denied

Q”'c’e

Declassified in Part - Sanitized Copy Approved for Release 2013/04/30 : CIA-RDP80R01580R001603280014-9




